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For the full text of this licence, please go to: http://creativecommons.org/licenses/by-nc-nd/2. The rise and growing importance of political marketing is self-evident in many of the major western democracies. 1 The innovative Conservative party campaign effort of 1979 is sometimes referred to as a major watershed in the development of the phenomenon in Britain. 2 Results of that election proved a vital component in the respective success of both the agency and client organisation. Victory heralded the beginning of three Thatcher led majority governments as well as the start of a period of commercial success for the party's consultants, Saatchi and Saatchi, culminating in their emergence as the largest advertising agency in the world. 3 The relationship between the Saatchi team and their most famous clients initiated considerable media interest in the process of professionalised political communications with the implication that the partnership had been crucial to the Conservatives' good fortune. The execution of the 1983 and 1987 general elections consolidated the idea that marketing consultants were becoming an indispensible part of the modern electoral process. In particular television documentaries such as Michael Cockerell's
The Marketing of Margaret helped to provoke interest in the new style of campaigning amongst a previously disinterested Labour leadership. 4 Partly due to the proliferation of media interest in the subject, political marketing is sometimes equated with sophisticated advertising or 'slick' campaigning. A good deal of election coverage has become increasingly preoccupied with the perceived domination of style over substance and image over issue. However, whilst it is true that some marketing approaches to campaigning use 'slick' methods, it is by no means axiomatic that all of them should or do pursue the glossy formula. Marketing is more than just presentational devices and advertising, it also relates to product management. Furthermore the process represents not only a set of techniques but also an approach to managing organisational relationships with their publics. 5 In 1985 the American Marketing Association issued a redefinition of its subject, adding the crucial word 'ideas' to the list of product concerns which further legitimised the application of marketing to electoral politics: 'Marketing is the process of planning and executing the conception, pricing, promotion and distribution of ideas, goods and services to create exchanges that satisfy individual and organizational objectives'. 6 Arguably the process has begun to play a more significant and central part in contemporary British politics than is suggested by such terms as 'spin-doctoring', 'image-making' or 'powerdressing'. Undoubtedly these techniques form an important (and more obvious) part of some campaigns but they are far from being the sole functions or representations of a political marketing exercise. Increasingly marketing is becoming a central part of strategy as political leaderships attempt to determine, refine and prioritise policy and goals. It is this process of the incorporation of marketing technique and philosophy into party organisational thinking to which this piece now turns. The study will make reference to the historical development of the Labour party as a campaigning unit.
Taken literally Labour began to 'market' itself to a mass electorate in 1918, the year that saw both the introduction of universal suffrage and the first major restructuring of the party apparatus. From this point it is possible to compare the evolution of the Labour party campaign machine with the marketing development of a firm operating in a business environment.
The Stages of Political Marketing Evolution
In seeking to clarify the stages of political marketing development in Britain it is useful to refer to Avraham Shama's account of changes in American presidential election organisation. 7 Shama likens the conventional model of commercial marketing development in a firm to the stages in the evolution of a campaigning political party. Consequently three distinctive phases of electioneering can be identified, each directly comparable with the product, sales and market stages of orientation in business marketing. The analogy builds on a theme originally popularised by the democratic theorist Joseph Schumpeter: 'Party and machine politicians are simply the response to the fact that the electoral mass is incapable of action other than a stampede, and they constitute an attempt to regulate political competition exactly similar to the corresponding practices of a trade association.' 8 Shama characterises the period 1940-60 in American presidential politics as the 'candidate orientation' stage in that campaign organisation resembles a business engaged in a productled marketing strategy. Under this mode of operation politicians began to employ advisors, sometimes professional advertisers, whose chief task was to magnify the candidates' media presence in the belief that the 'number of exposures and length of exposures were taken as the key for victory in the campaign'. The 'product' focused approach to campaigning was preoccupied with maximising name recognition through heavy promotional activity rather than addressing and seeking to assess voters and 'their political needs and wants'.
The era of 'sales management' orientation established itself in the 1960s. During this period campaigners started to develop more rigorous plans which in turn led them to adopt scientific methods of opinion research. Polling was used to solicit information from voters, particularly in respect of how they accessed, used and responded to political communications.
Organisers also began to consider techniques for segmenting and targeting voters according to demographic variables. This 'selling concept' approach to electioneering was aimed at presenting a more sophisticated message to a better defined audience though, like the preceding 'candidate orientation' stage of marketing development, its ultimate aims lay in maximising the politician's exposure to the voters.
Shama develops his analysis by arguing that, as with innovative and successful firms in the commercial sector, politicians can be seen to acquire a 'market orientation' as they embrace a third and more advanced form of campaigning: 'The new marketing concept is interested in the basic political needs and wants of the voters with the intention of offering them candidates who are capable of satisfying these needs and wants or changing existing candidates to meet these needs and wants.' 9 Shama observes that, in seeking to adopt the marketing concept, political organisations use opinion research in order to develop long-term plans and strategic goals rather than just presentational ideas for the last few weeks of an election campaign.
Furthermore sophisticated demographic and psychographic market research starts to be fed into the design of the product, be it in relation to the image of a candidate, party or policy platform on which they stand. Marketing techniques such as positioning, segmentation and product development also begin to be more fully integrated into electoral strategy. Shama contrasts this phase of political marketing development with its predecessors in that targets other than just the electorate become the focus of activity. Consequently efforts become partly preoccupied with influencing opinion in the party itself, amongst interest groups and, crucially, the mass media. The relatively novel term 'political marketing' is arguably more credibly used with the realisation of this stage in campaign orientation.
By using Shama's framework, it is possible to discern a similar trend in the development of political marketing in other countries, notably Britain. In particular the evolution of the Labour party organisation can be traced with respect to the changing nature of its electoral approach.
The Era of Mass Propaganda
The first stage of Labour's organisational development, comparable to a product-led (or 
Party organisation and election campaigning
The Great War had a profound effect on the way British politicians, including the Labour 16 The Labour party, in particular, became a major target for press hostility in the form of compromising stories, the most infamous of which became known as the 'Zinoviev letter'. The forged document, published on the front page of the Daily Mail days before the general election of 1924, was widely perceived to have discredited the then minority Labour government with the taint of being pro-Moscow. 17 Neither did the rise of a heavily regulated state radio broadcasting service, in the shape of John Reith's British Broadcasting Corporation, instill much confidence in a Labour party whose view of the mass media was coloured by the antics of a hitherto dominant print media. 'the most professional campaign ever fought'. 28 In securing an impressive re-election victory,
Morrison was helped by a group of sympathetic publicity consultants which included Robert
Fraser, George Wansborough and Clem Leslie coupled with funds from the T&GWU and NUGMW unions. 29 The campaign team produced high quality material promoting the leader and their chosen core campaign themes of education and housing: the message was During the War the Cinematograph became a powerful instrument of propaganda in the hands of the Government. The experience gained in this attractive and striking method of publicity is now being used by capitalist interests in various ways to undermine and check the progress of Labour throughout the country... 31 As with advertising, key initiatives came from the non-executive level of party organisation.
Several groups of supporters such as the Socialist Film Council and ILP Masses and Stage
Film Guild sought to promote the medium in the earlier part of the 1930s. 32 Despite these efforts, Labour never effectively developed a programme to counter the Conservatives' fleet of cinema vans which became a popular feature of inter-war propaganda. 33 After the 1935 election defeat the following three annual party conferences played host to important film events. In turn these led to the involvement of documentary makers such as Paul Rotha in discussions about Labour's propaganda methods. Arthur Henderson's successor as party secretary, J.S. Middleton, became convinced of the importance of film as a political medium after attending one of the conference events. The culmination of this activity came with the inauguration of the Workers' Film Association (WFA) in 1938. 34 The WFA was formed after a period of collaboration between the Labour party, trades unions and experienced film makers in the co-operative movement. Though the group had initially intended to help the Labour party in its election campaigning, the burden of its anti-fascist propaganda activity (and ultimately the war) put an end to these plans. 35 Prior to the proliferation of opinion polling as a method of campaign feedback after the we should, as far as possible, 'stratify' our electioneering; appealing to each section of the electorate in the language which that section understands; emphasising just the points in which that section is interested; subordinating the questions that each section finds dull or unpleasant; addressing to each section the literature most appropriate to it; and generally seeking to substitute, for the 'greyness' of mass propaganda, the warmer and more individual colours of each man's speciality. The following elections in 1974 saw little in terms of presentational innovation though they did mark a cementation of the relationship between Labour and the pollsters MORI who had begun to experiment with psychographic research techniques on behalf of their political client. 57 The campaigns were to be Wilson's last in control and so marked the end of the leadership's longstanding close association with professional election advisors such as Peter
Lovell-Davies and Dennis Lyons.
The Consolidation of Political Marketing
The third stage of campaign development in Shama's model involves the realisation of a market orientation in electioneering practices. In implementing this new approach, it is possible to identify moves toward what Panebianco calls the 'electoral-professional' ideal type of party organisation. Thus, in this mode, parties become focused on appealing to the 'opinion electorate' rather than their own ideological or membership predilections. 58 During the 1980s the Labour party radically reorganised itself.
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A key component of this transformation was a two step integration of modern marketing into its campaign structures.
Initially, in the build-up to and during the 1987 campaign, sophisticated advertising and opinion research methods were reintroduced to the organisation. Secondly, despite suffering a further defeat, the election served to enhance the leadership to the extent that they were able to introduce a market-led approach into party strategy during the Policy Review.
The adoption of sophisticated techniques
In contrast to the smooth running Conservative election campaigns of 1979 and 1983, both
Labour efforts proved difficult to manage, lacked strategic clarity and were dogged by organisational inertia. Ironically the 1983 election, which resulted in Labour's heaviest defeat since 1931, was the first to see the party formally retain an advertising agency, Johnny Wright and Partners. Later, making his inaugeral party conference speech as leader, Neil Kinnock invoked the memory of the result in declaring 'Just remember how you felt then, and think to yourselves: "June the Ninth, 1983; never ever again will we experience that"'. The campaign became a by-word for all of Labour's strategic and political failings of the previous years and henceforth acted as a major motivating force behind the reconstruction of the party machine under its new leadership.
Within a year of the 1983 debacle Labour sympathisers from the world of marketing formed an informal 'breakfast group' to discuss the party communications' problem. 60 By early 1985
internal pressure groups such as the Labour Co-ordinating Committee were calling for the integration of marketing techniques into party strategic thinking, a view endorsed in a successful motion to the annual conference later that year. 61 Reflecting on his experiences in the 1983 campaign, Nick Grant, the retiring Director of Publicity recognised a major re-think was underway:
Labour has, at last, come to terms with the need for a clear concise marketing approach-not in order 'to sell politics like soap-powder', but in order to understand the publicity offensive in an attempt to give the party an image overhaul complete with a new red rose logo in preparation for the forthcoming general election. 64 The 1987 election has been identified as a major watershed in the adoption of marketing by Labour. 65 Certainly, in terms of technique, the campaign saw the party develop sophisticated machinery geared to the twin tasks of news management and firming up electoral support. In the words of two key strategists their achievement had been to devise: 'one of the most effective pieces of disciplined communication of modern British politics'. 66 In addition the coherent use of marketing tools to promote the party during the campaign surprised the Conservatives, foiled the Alliance parties and helped stabilise Neil Kinnock's hold on the leadership. Despite having led the party to its third major defeat in a row, Kinnock was the recipient of some of the praise for Labour's professional campaign. Given that polling and communication activity was perceived to have been one of the few positive aspects of party endeavours at the time it is perhaps not surprising that it became a key element in the leadership's modernisation strategy during the following parliamentary term. In organisational terms this process of professionalisation afforded the Labour leader(not to mention his successors) 'an institutionalised battery of resources upon which he can draw to enhance his grip over the process of developing party policy and strategy'. 67 Characteristic of a politician credited with describing the 1983 manifesto as 'the longest suicide note in history', Gerald Kaufman pointedly concluded that the 1987 campaign had been 'a facade'. 68 In his view the party had not changed enough since 1983 and presentational reforms needed to be supported by a major review of political commitments. Despite the generally bad publicity the polling industry received after failing to predict the 1992 election result, the credibility of market research techniques was not apparently totally damaged inside the Labour party. Interestingly the party inquiry (in conjunction with the SCA) into the fourth defeat used qualitative opinion research undertaken during and after the campaign to try and discover the reasons behind the unexpected fourth Tory victory. Some of the findings, in the form of focus group feedback, were leaked to the press and helped to set an agenda about the reasons behind the party's setback. 77 Despite the limitations inherent in this type of research, the results were reported by sections of the media as an authoritative source particularly in the absence of other short-term scientific explanations for the setback. Press coverage of the work helped vindicate the leadership's modernisation strategy, blaming past disunity and associations with minority causes for Labour's defeat. 78 In addition the research was reported to contain evidence which implied links to the trades Besides shaping debate within the party, modern political marketing has also helped redefine the power structures in favour of the leader: the holder of the office not only plays an organisational role but also becomes a central part of the product offering himself. 80 Consequently even a relatively consensual leader figure such as John Smith was able to initiate, lead and win major debates in his party with some ease. Smith was at the forefront of a 'One Member One Vote' campaign which, whilst being primarily about changing the rules governing parliamentary candidate selections and leadership elections, was widely interpreted as the party seeking to weaken its links to its financial sponsors, the affiliated trades unions. 81 Similarly a Social Justice Commission was set up to evaluate party policy and possibly allow the instigation of changes to longheld commitments on the welfare state and universal benefits. Labour's adoption of such an orientation has helped alter the nature of the party (as well as the overall political environment it operates in) over the course of the last decade. In this way the non-party media, especially the national press, have been able to play an increasingly influential role in internal matters including the recent leadership contests. Thus, in 1994, the newspapers read by the bulk of Labour party members were able to help by running features in sympathy with the central message of Blair's case, founded as it was on the belief that he could best realise the party's aspiration to win governmental office.
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The market-led renewal strategy pioneered by Kinnock and developed by his successors has not been without its critics in the party. Dissent focuses on two closely related arguments over the political and organisational consequences of Labour adopting a modern marketing campaign approach. Some dissenters, notably Ben Pimlott, have argued that it is unwise to devise political strategy with reference to market research findings on the grounds that such a method is likely to stifle the development of ideas and policies designed to challenge rather than mirror electoral opinion. 83 Other Labour supporters such as Teresa Pearce, a delegate to the 1992 party conference, have questioned the perceived lack of accountability within the party in terms of its policy formulation and presentation:
We have allowed ourselves to be marketed by paid image makers, but in whose image are we are being made? It is not an image I recognise. It is not an image I want to recognise. We should be beware of the paid image maker.
These are people, mainly middle-class graduates, who have learned their socialism from market research and opinion polls.
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Conclusion
The basic premis of this paper has been to compare the development of the Labour party as a campaigning organisation with that of a commercial firm engaged in marketing. Since its 
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